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dreector of Central Intelligence 3 July 19%1
Iirector of Training
A ‘ropotal to Esteblish and Implsment a Carser Corps iregram in ClA

l. Zinee its ineeption six memthz ago today, the Office of Traiming,
in compliance with your verbal instructions, has given priority to planning
for the sstablishmsnt of a Career Corps. The formulation of a plan for
80 vital an Agency-wide progrem merits more than a six-months attack by
my limited staff, However, the recent news relaase on the A ency Career
Corps ‘rogram impsls ms to sultmit herewith the plan as now devaloped,
with probable imperfections which a later submission mirht have eliminated.

2. The plan rests upon two basic assumptions:

A, Ultimately the gquality of our persennel will depend upon
highly selsctive recruitment at the junior level, but the Career
Corps itself could not and should not be recruited from withowt
the Agency, but rether should be selected ‘rom those snployees
who have demonstreted their ability through a period of service
‘ in the apency.

be 4 program for a Carser Corps, to be successful, must be
integrated with a career mansgement program for the iAgency,

4is a corollary to sssumption (b) there is also sulmittec herewith the
proposed plan of Agency-wide Career Fanagement, inte which the lareer
Corps program must itself be integrated,

Je Carser Management and many phasesz of the Career Lorp: proposal
sre properly the responsibility of ’ersonnel. If this plan is asproved
in whole or in part, I recommend that the 'irector of Fersonnel te made
responsible for implementing these portions of the plan that are
properly functions of his Office. HNe will, of course, have the whole-
hearted support of the Office of Training.

ke I cannet emphasize too stromgly that a sine qua non to the
suceessful exscution of & plan of this type is the wnqualified support
of the Uirector of Central Imtellizence and his Assistant Tirectors.
Our study of the subject indicates that ‘srsormel and Management have
advanced similar proposals for carser development in the past but that
former Idrectors failed to give them implementing support.
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INTROLUCTION

ite intention of establishing a Carcer Lorps within the
Cii was s.ccinetly siated by cieral “mith as followst

"I &= tryin; to build up a corps of well o.alified men
here who arc interested in makin, & career with the
Ceatral Intelligence Agency. 1o effect this, i recent-
1y established a training section which functions - as
u\chuldiam-thctm-uaaortofwmmmgo-
ment office.®

salter fedell Smith
To fen., John eCloy
17 »arch 1951

The Office of iraining has rtudied the problem of es-
tablishing a Career Corpe from various anglee, anc has
consulted experts in career managzement outside the Agency,
a8 well as experienced executives within the hgency.

The problem involves recruitment of extremely able
young men and women from outside the Agency, ldentification
of the most able people alresdy in the Ajency, and improve-
untoi“thevﬂneofmmofmcmi;omtom
Agency by training, rotation and other experiences. 4
systen of career benefits and security must ve established
for careerists, The recomsendations made in this report
are centered arcund annual evaluation intended to uncover
the most able people available. Only people with at least
two years of distinguished service in the Agency are here
conaidered eligible to become Careericts.

Certain problems are closely connected with the maiters
discussed here, tut have been given only passing attention
at this time, because they are subsidiary to the main problem.
One is the establishment of carser benefits anc security
(Tab R). Another is the proper use of military personnel
on duty with the Ageney, not only froa the point of view of
their maximum utilization by us, but aiso of their own
professional improvement (7ab Osv.
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TH¥ PROBL-T

A. To devise a plan to selesct, recruit, anc train young men
and women of . rTeat promiss, and to place the:: in the Agency
where they will be of the greateet uee,

Be To devise a method of identifyin: those employeses o! the
Agency who have the highest potential for further develop-
nenty to train and rotate then within and ocutside the Agency
in such a way that they will develop the ;reatest useful-
ness to the Agencys and to place ither in the moat isvar-
tant positions,

Ce To provide the training necessary to implement A anc i,
e To coordinste 2, B and (,

DIECUSSLION

. The problem is discussed under tne neacdingss

I. C{riteria for “eleetion., Hinimum gqualitative criteria
are established in terme of education s Unguistic
ability, leadership, personality anc health. Specific
eriteria are sstablished on the baeis of the nregent
neesdr of the Agency, in terms of eduecation, speciali-
sation, research ana expsrience,

II. Recruitment. Reeruitm=nt on the basis of the ceneral
anc tpecmc eriteria shoul: bring into the Agency a
continuour flew oif youn. men and women, of whom many
will prove to be able specialiste, and s few will
eventually develop intc generaliste capable of fille
ing high executive poritions,

Contacts will be ectablished ar pald consultante
in 50 quality universitics and collegee. They will
ldentify, iuide, snd nominate in the last year of
study the moet promising graduate students axi uncer-
graduates. KHo more than 2% of the selectees in any
Year may come Ifrom one schoel,

‘ - i} -
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Slucenir will Lo recomudn..ad irca other cullieges
oy Personncl Frecurement.

Contacts will be estaclisned in the separation
centars of ke Armed .orces to iweatily anc interest
able youn. men aad <omei.

ihose¢ recomrendec ~ill be teatec locally, and the
best will be brougnt to ~ashin. ton for assessment and
interviewe. The Uifice of Trainin: will cperaie the
contacts and will momitor the testin: and recruitssat
in consultation with Perscnnel,

Iii, isasic TnMia belng established to provide selectees
th the neges

Iv.

Ve

sary skills and knowledye to ensble them
to enter an ofilee with seneral competence in intelli-
gence, anc to maks the most of on=-the~-job training.
As moon as pos-iblo, bvasic trainin; should Le zlven
all aev proiessional ceployees.

All selsctees will take a 1 -weekr course, designed
to teach them the Jundamentals of intellicence and of
the hussien language, and to improve reacdin, speed
anc writia skill,

Selectess «ill e suvjected to a runuing arress=
seni throughout their casic training.

Initial Placement. On the basie of evaluation and
azsessment, selocteesr will 0@ placed in the olflices,
either in regular slots, or in an aporopriate number
oi training slots to e established in emch ofj.ce
on the basis of authorized able o urganisation
strength, fine lireetors or irainin. anc Psrsonnel
will jolatly deteraine the placement in consultation
with the Assistant Jirectors, and will authorize
placesent of selectses in oifice traianing slots,

felsction of Career Corps. fupervisers w1l evaluate
annually all personnel, (=9 through uiell, who have

1] =
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been with the Agency a minimum of two years, and who
are uncer 4O (LS for the first year of the pro.ram).
Those who stand out will ve tested, as will other em-
ployses in this catsgery who wish to compete for
Caresr Corps selection. The outstanding candidates
will be assesred and interviewed, and the Career
Lorps will be identified, It 1ill consist of apecial-
ists, whore capacitiar ani interests indicate that
they are superior within their oifices and should
rtay there, and of generalisis, whoese capscitier

ani iaterests incicate that they are capable of
filling agency-wide positions,

vI, Iralnin: of Career (orpe ~pecialirta will be desicned
to increase their compelence within their offices.
It will conmist of advanced intelli-enee coursesj area
anc¢ language sludy; =scieniific, scosoric anc teehnical
study; rotation within tus Agencyj and travel — a1l
to be arranged in and out of the Apsney Uy the uffice
of Tralning in eonr~ultation with the Office of Fersonnel
and the Assistant irecior concerned,

vII, Trainin: of Career Corps .eueralistc will be deslzoned
Lo increase the Lreadth and competence of the indivicual
in the Agency as a shwole, rathsr tion to deepen his
specialized skill, It .111 consist primerily of stuay
in the Kational Intellii:ence Course and other high-level
Service anu governmenial coursesy and rotatlion through=
out the Agency and outeide the Aoe0CYe  ihe wltimate
purpose of ihe training will be to produce a . irector

of Central intelli,ence.

Matters or detail are discursed in the followin: tabei
A. Speecific Criteria jor inditial Selection

Ha List of Institutions in which C.ntacts Thould i@
Established

-iv-
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1.
2,

C.

Do

Testin: and Aesesament of Candidate :electees

Arrangements with irmed iorces for iraining of
“electees

Languagzc Progra 1or ‘electees i

The iasle Trainin. Prosram of tne IA ntelligence
Scapool

~vaiuation of :electses dqurin: ‘aeic Training

sumber of iraining "lots to He Acded to 1/0 of
Bach .ifice

identiiication of (areer ~orpey Lareer ‘anagement
Pro.ran

tvaluatlon of wutstandin (andizates for the i.areer
Corpsa

solation Flao for career irs'nin: = Specialists
Advanced irainin:, "iA Intellf~ence :chool
lLanzuaye Iraining for Speeislicte

notslion Plan for Career Training - .eneralists

Career iraining ior Intellirence Advisory Com-ittee
Exployees

iuplezentation of university anc Industrial iraining
Career iencfits and ‘ecurity

uraduate Trainin:, CIA ‘ntelliyence Schoel

RECOM “NATICHS

inat you approve the report in goneral,

inat you authorize the ! ireetors of reinin. and Persomnel
to carry out detailed implewmentaticn,
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I. C:LECTION CEITERIA

Our problem is to select able and versatile people
who will fit into several offices of ths Agemcy, and to
develop & program of traiming and rotation thet will develop
their capabilities to the utmest, Through the 100 Training
Clots allotted to the Office of Traiming, we will bring in
annually 200-300 Career Corps “electess, who meet genersl
and specific criteria. A Carser Corps Celsotee is a young
mn or woman who appears to have great ability and promise,
and wizhes to make a career in CIA,

A, Oenerel Minimum Criteris for celsghblion

25X1

B. ﬂ_g:tyn {riteria

se do not want as Career Corps ‘elsctees people
with: poor agcademic records; excellsnt academic
records and nothing else; physical defects serious
enough to be & bandieap in ovsrt work; more than the
most minor emotienal defects; a record of failure in
language study; unwillingness to go overseas; unsound
motivation,
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The Agency will no doubt properly continue to
employ such people for specific jobs. If they are
successful, we will pick them up by the procedures
described in V.

C. Specific Criteria

{Figures based on igency needs and on
information supplied by issistant Lirectors.)

Out of any group of 100 selectees, there should ve
about :

3B College graduates

S Engineers, with some experience in
production

7 Ll.B.'s, preferably with undergraduate
majors in Social Scisnoces, Area Studies,
or International Relations. A few
should be administrators.

50 Ph.De's or graduate students who have not
completed the Ph.ile, but nave progressed
far enough so that they have actual
research lrsining and experience.

These figures are intended only as a guide to selsction
and recruitment, and should not be regarded as a Tatle of
Organization. A first-rate man must not be excluded because
his category is full, nor may a second-rater be brought in
merely to fill a slot. The figures should be continuously
revised in the light of job descriptions for current
vacancies. (A more detailed breakdown is given in Tab A.)
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LI, RECHU LT T

7he chlef problem in reermitment is to choose from amcng
the mony wino will meet the selection criteria those uw.ose lese
tanginle qualitlies justliiy hi;n sxpectaiions of n.coess in the
Agencye

A CIA contact will be seteblished in a selested group of
a.cut SC univeraitier and colleges {(listed i Tab #;. The
contact will be reimbursed as s consultant at the rate of
525,00 & ¢ay for ten days a year, =0 that he will ;ive more
than casual attention to the problem. Handling the contacts
and other matters commected with this progrea will require a
major part of the tize of a member of the Iraining “taff.

Contacts shoulc be men with considerable intelligence

sxperisnce in CIA or other intelligence agensies. ihey must
be men of the higheet quality, since cualitative discrimination
by individuals appears to be subjestive, 1.e., it 13 based on
compariscn of ilhe subject with the diseriminator. They sust
be sufficiently active in the non-scademic afiairs of the

‘ institution so that they will know studeate outeide of their
o fislde. In a few institutions the ideal comtect will be
the isan of the College., In imiversities, there shoul: be
two or mere, one for the Collesge and ons for each gradusts
sohoel, since ths students in one school are saldom well
known to the faculties of the others. In meny institutions
there ir & elud, composed of intellectually elite uniergrainates,
sraduate studeate, and fagulty, and deveted to serious dlescumsion,
A faculty member of such a clud would kmow the desirable studentse.

Sugyested contacts will be listed tharou-h consuliation
amon;. Persomel Precurement Officere, Uifice of Operations
rield Contacts, anc the Training Uifice. A meaber of the iraine
ine Staff wno is well qualiiled to negotiate in colleges and
undversitics 111 visit the institutions ccncerned t¢ conmult
the authoritise, establish contacts, atd to deal ~ith other

Contactes mast he cleared throu.n Cecret, an: brought
together in the Agency in the rsuwmer of thalir first year, to
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attend the Orientation Lourre and to receive eother indoctrie

astion. 7They will be carefully bricied on what infermation
they may pive caniidates,

Contecte «1ll oegin to watch thore unuergracustes w.:o
exerge in thelr junior ycar avove a line o performance to be
established lecally, and im thsir senior year studentz who
blessom lutc. .reduate students mhould be picked up after
thelr {irst year, “tudents whc transfer will be nasered on
from contact to contact,

25X1

At no time «ill the contagt .ive ine canuidais tne imoression
that ne is bein aif_éem Ap & moooer of an elite corps, but
rather that :g. wII] be glven an eportunity to prove by hix own
periormence that he i entitled tc rainin: and epportunity lor
advancenent,

Toward the midule of the student'« final yesr, tae contact
will turn him over to a Per=ounel Procurement . fficer. Ine
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contact will recommend a few of the best students ar carcer
selectees, and Lthe remaindar for other more speeific eaploymant
in the Agency. Potential opurstore will be turned over iLmmedi=
ately to the covert oifices, so as not to comproaise their
cover, ut of any hundra. selectees, no more than twe will be
taken from one collegs or school witnin a umivereity, in order
to avoid Ivy Les:uc conecentraiion, s Lo «ive the prosram
righ prestize aoc wice ram, -,

Candidates recommended by the contacts, aic o!heyr unearthed
in other ecolleges by Fersonnel Procureneni, will 1ill out suitable
appiicaticns, by which the obwiocusly uniit 4iii be weeded out 25X1

ad the others «ill ve tested by a wezas to be Javimes oy
Paycholo-ical “taff of the Gifice of Trainin; 51
with the tests acoinlistersd by

finee uul | prasantly
Lth the Agewy, hLaf testln,. mrran.emants with
meet of toe better colleges, it asay not Le neeessary to brin.

the candidates toyether st central pointe,

25X1

ibe tests snouls ve deri.nec Lu roveal intelli; ence,
motivation, sptituce .or our work, avility to reason in
appropriate provlms, the peychwlosical sake=up 0. Lo+ daividual,
him knowled. 0 ol current aliaire anc .he.r backyroun., andhls
ability to write,

ihe survivers snoulc be brouust Lo ‘asnington ana interviewed
&nu agsessed ¥.th our current neede in mine, (iae testin: and
assersment  roiram 1s Jeseribed 1. isb C.)

ibe eeparation centers of ti: Armed  orces will te anoiher
source oi seluetees. (Lontacte should Le establimhod in cach
of there unuer the uireetion of ..ilitary Ferscinel ivision,
Available iniormetlion frem personncl iilus will provide a basis
for preliminary sereening. :ubsequeni asses ment procedures
will be developed by the C.fiee of irainings (Iab C),

A third scurce o: selectees will be youn. men anc women
tarned up by the nermal activities of Persomul rocuresunt,
They shoulc meet the selection criteria noted in I, asc shoula
be under 35, anc preiersably uncer 30. ihey «ill Le arcesred
similarly to the Iirst two .roupes; (iab C)¢
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There mmet be suflficient data common to all greups to permit
comparison asong them. Final selection from among the sandidates
should be made by the Office of Training after comsultation with
the :irestor of Perscanel, who har ultimate placement reeponsi-
bility. Trainin: liaison officers from the a-nropriate of fices
should be consulted in case® where there i- any doubt.

It ir posaible and desirabls that some m=n and womon whom
we would be glad to take at the bachelor'= level will wish to
g0 lmmediately to zraduste mchool. If they vish to mtudy &
relevant subjeot, they should certalnly be cncours ec Lo G0 Roe
ihey should aot b subsidised by us, since any one wno is zood
anou-h for tals pro.ram will aave no oi.ficuliy in obtaiming
a fellowship or assi-tantship, (ther: may take their wilitary
treinin: alter the iachelor's legres. (A proposed arran;ement
with the ars:c iorces will be descr.oad in Tab i,

IlIe  BASIC IRAIAENG

The purpose oi baesic tralain: ir to Ave the melectee the
besic skilles ana knowledgs necessary to sn iniclii.ence officer.
Under present conditions, with tnc Table of Organisatiosn omly
abeut hall full, trainin: must Le kept ae short as possible, in
order that the zelsclees may be abecrbed in the Azency at the
earliest possible date.

The entire course of basic trainin; described below is at
present available only to career cerps sslegtees, but as econ
ae tne demands of the offices bacome less pressin;, it will be
offered to all nev professional emplayeer.

The training prograw sust be controlled anc cxpanded in such
& vay that instruction will alveys be riven hy aexperts who are
well qualifisd either Ly experience in the field, or by long study
of the subjest. lader no conditions will canmed lestures nor
teaching from a manual be permitted,

A. deric irsining for Career Corpe seleciees, already in
operation, or to be established {mmedistsly,
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1. Before selesctees enter an cuty, they will have
been clearly informed that they ars net an slite
corpe, snc that thelir future in the Agency depends
on their performance., rurther training and pre-
ferential trestment w«ill resuli only frum selcction
tarouszh the rroesdures described in V.

2. The basic course ‘or sclectees will lart twelve
weeks and will be offered thrice yearly, July,
October and March, It will be desi, ned tu  ive
the students the follo-in knowloedge an. skillss

a. Ine r.ndamentale o: rFusecian, snd 3n clemen~
tary ¥nowled. s of t.c “oviet ares. These
are oasic tools under uyresent clireumetances.
“tudents slready competent in Rus-~isn will
be glven other lan wave trainin.. he morne
in.» will be devoted Lo thlr course. (Tab E).

be ihe fumimmenials o: intelli ence, :arlc to
all offices, ut not =pecial to any. iney
will learn iac place o: Uidk in the total
intelld, ence an. . overnmenial structurce They
will scquire such ekills snu concepls as are
necessery to ail intelld once oificers,
Consicersbls attention will be iven to the
study ol problemg, ini curriculus will in-
clude traiain: in ranic reeuin: an: comprehension,
and in precis writing, desi ned to: ether to
speed tre procemsin: of documenis, anc to
improve the quality amd clarity oi writing.
The afterncons will te devoted tc this
course, oither durinc or at the end of this
course, relecleer +ill atten. the (IA
srientation an. [acoctrinatlion (ouwite, or ite
equivalent, (& cereriyptica of L. intelll-
zence trainian. is ives in Tad o)

3. Throushout taeir {raining, selectees wilil be con=-
timuously asseesec by Lheir instructiors and other
mesver® of the training oiiilce, in order to
deterzine their quality end tae type o work
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for which they are initially best suited,
l(imaua;futowy candldates will ue disaissed,
Tab ().

ke At tre end of their basic training, selectees
will be placed within the Agency, either in a
regular or a trainin: slot, (‘ee IV,)

Ze  Propoead expaneion ol Lasic training, tc ve implemented
as the Teblsc of Organization rille an the demand ror
speedy reloare of rersonsol weakens,

l. flementary ares pr: rame; about three monthe in
duration, (“ees V1, U,)

2. An adveanced course in nussiay and olber sliavonie
languazes for selecteer wno alreany have a basie
knsiiled e of fus-ian, an coursss in sesmitic and
oriental leaniuages, (“oe vI, 4,)

Iv. INITIAL PLAC ainy

Tne salsctes’s initial ewsi.nment ir of Sreal imvortanes,
not oaly in terms of his oun cevelopment, but of the efictency
of tha offices sad the Agency a5 a *hcle.

kvery effort will be made to place ivhe selectee 1 tne
most suitable poeiticn avallable. His academic anc other quali-
Tleations will be studied, his personality and aptitudes will
be assessed, anud his interests will be ascertained. His rerformance
in besic traiaing will play an i portant part in the nature snd
level of nhie placement,

Assistant :irectors wil their re; rercntatives will be fnvited
to interview agpropriate selucteer late in the traimin, poriod,
and 1o oaxpress interest, or lack thereoi, uatil the selectes is
placed in an spprepriste office and a suitable positicn.

If the oriteria Zor relestion anl the urocesr of recruitment
were perfest, there would be no problem of placement. Since
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they are probably not, previsien should be meds for a very

few training slote in the Table of Organisation oi each Gffioce,
10 be used for selectesws, ar well s# for rotation of Career
Corps personnel, as deesribed below (VI). Thess slots will
have the further advantage of teking up slack when there is

& tesporary lack of openiags in particular eategories. 7The
Uirectors of iraining and Personnsl should be authorised
Jointly to plase selectess in traiaing slots, after comsultation
with the Assistent Lirector. (The necessary changes in the
Tables of Organissiion are described in Tabd i.)

Ho selectes aay remain in one trainin: elot for more than
eix months, at the end of which he sust either be absorbed
into the regular Tabls of Orgsnization of the 0ffice, absorbed
elsewhere in the Agency, either in s regular or training slot
in another Office, or dismissed at the joint discretion of
the irectors of Trsiming and Personnel. In offices where
rotation of new perscanel is customary, it may be found desirable
to move selectees throu:h a logical succession of training
slots within the office before they are initially placed, but
only with the comsent of the Asgi-~tant iArestor concerned,

Four to six wmontis after the initial placement in a regulsr
slot, a representative of the Office of lraiming will request
the supervisor of the selectes to make a preliminary evaluation
of his work., 17his evaluation will confirs or contradict the

methods of recruitmsnt, It will provide a means of evaluating
basgic tralain;, and grounde for modifying treinin. when necessary,
It «111 also reveal obvious misfits, who will be either moved

or dismirgped. (Tad G).

Once & selectes is plased in a regular slot, his future will
depend en his performance. Personnel will have the same interest
in him that it does in all eaployses, tut Training, excert for
the evalustion first mentiened, will becoms interested in him
again only when he emerges, if he dees, ss » candidate for the
Caresr Corps after tio years in the Ageneyy ("ee V),
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4

V. IDENTIFICATION OF CARBER CORPS

Next to initial selection, the most critical problem
in the Career levelopment Program is the early and accurate
identification of the Career Corps. The Career Corps is
composed of men and women of superior ability and performance
and includes specialists, who are outstanding in a single
office, and generalists, who are willing and able to fill
important executive positions that invelve the whole Ageney
in one way or another. (A more detailed discussion is given
in Tab I1.)

A« All Agency personnel in grades from (3-9 through
G5-13, who have been on duty for at ieast two
yoars, and who are under LS for the first year this
program is in opesration, and under LU thereafter,
will be studied annually by Personnsl 4o identify

i those who have high potential for Career Dsvelop-

ment through further training and rotation.

The group, 0S-9 through 3S~13, is of manageable
‘ sise and is capable of close study.

Justification for these grades: FProfessional
persormel who have not advanced to 05-9 in two years
under current practices of promotien, are of low
potential. It is further assumed that (5-1lh's and
above are already careeristz, well established and
professionally competent, so recognised by their
superiors, and for whom further training may be
desirable; or else fall into categories that would
make further training impractical or unnecessary,
that iss

l. Too old to praofit from training
2. Mediocre or incompetent
3. Outside expertis, hers for emergency only

Nevertheless, for the first year that this progrem
is in operation, it will be necessary to study

personnel 33-lL and above, to determine which of them
should be considered wembers of the Career Corps.

1-‘ : - 10 -
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B, The Career Corps will be identified as follows:

1.

2.

3.

Appraisal by supervisers will be combined with
age and grade, and graphically represented, to
reveal those who stand out. (letailed is-
cussion of this procsdure will be fewmd in Tadb I.)

The preliminary greup thus selected will underge
testing and evaluation designed to reveal:

8. &ptitude potential for imprevement;

b. intelligemes, aptitude, and per=onality;

6. knowledge of the intelligence process;

d. ability to work from evidance in an
intelligence predlem;

¢. knowledge of ocurrent affairs, together
with histerical and econemic back-
grownd; and

f. ability te learn languages

(The procedure will be discussed in Tab J.)

For two years, or until the eareer prograa is
accepted By ithe Agency, and particularly by the
Assistant Tirectors, whe will lose soms ;ood men
from their offices, it wiil be necessary to rormit
all emplayees i 9=13 to tske the tests ¢f they
wish, a3 a check on the avaluation. Allowsnce
must be made threughout thie process for different
lavels of performance at the variocus grades and
hy persons with diferent kinds and amounts of
service.

On the basis of the evaluations and the tests,

& small group of petential generalists will be
sslested by Persennsl, who will a;pesr before a
Board of Examination and feview (Tab I, “eotiem
A), compoeed of the Tirector of Centrel Intelli-
gence or his repressntative, thes Iirector of
Trefning or his representative, the Assistant
Diregtor ef the Office invelved or his representa-
tive, the Tirector of Perzonnel or his representa-
tive, and other appropriats persens, The board,
through interviews and any other means it wishes
to employ, #111 make 8 final judgment and will
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in particulsr seek te identify the Gensralists
(C, b). Employsss who are obvicusly well
qualified specialists need not appear before
the Board.

Ce The successive steps in the progess of svaluation,
testing and aszcessnent, and interview will divide
personnel into five principal proups:

1. Those who should be éi:missed for inefficienay.

2. Thoze who should be transferred to other slets
more suited to their aptitudes. ’

3+ Thess who are ugpx‘utoeg in their preseant
poeitions, tut whose jolential or age de net
Justify further training or rotatiom.

L. !pecislists who are highly satiefactory in their
pressnt position, whose desires and aptitudee

indicate that they should stay in that sert of

. work, and whose potential justifies further
training and rromotion. “ome of this group may
becowe Assistant Tirectors, tut they will remain
in their originsl Cffices,

Se (:_g_n;g%gg who are highly =atisfsctory in their
prezent pos{tions, but whose aptitudes and in-
terests Juntify extensive trainming and rotation
throughout the Agency, to prepare them for Agenay-
wide jobs; and other positions of great respon-
sibility.

Do The speclalist: and gereralists are the Career Corps.
Selection for the Caresr Corps does not mean immediate
promotion, but grester oppertunity.
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YI. TRAIWING OF CARELR coavs &ral IALISTS

Tha purposs of career tralalag for cpeclalists (V,C,h) is to
improve their efficieney and rangs in the offices in wnich they
work and to whioh they will return. Assistamt Ulirectors may rest
assured that parscunsl released for training as Specialists will
return LYo their office of origin, and that they will be at lesst
partially replsced by other msmbers of the Career (orps rotated
inte thsir office from other affices, or by sslsclee:. The pro~

d training slots in the offices will be used to facilitate
rotstion (Tab H). Since some specialiste will becoms Assistant
Directors, a broad variety of training will be made available.
Programs will be tailored to individual needs.

The training may be designed to impart new skills and
imowledge, to refresh and improve existing skills and knowledge,
or simply to get the individual sut of a rut by a change of
envirorsent and concentration. ne last will be of particular
valus to analysts, sclentlsts and librarians, who are likely to
£2al1 into habits and attitudes of rind that are not necesearily

‘ the most productive. Trairing for Specialists will te arranged
individually, after consulletion and agreement with the Rzsistant
Director and his Board of Review {Tad 1, Seection Aj.

S.me of these objectiwes may Ce accomplished by training
courses already existing or %o be estatlished within the Agency.
Othsrs may best be schisved in universitiss, industiries or other

govsrumsnt agencies, or by travel. (A sample plan of rotation
and training is discussed in Tal: Hei

A. The advanced intelligencs course will be of valus to

nearly all in this group, particularly the less
experienced (Tab L).

B. The simplest protlem ls tne acquisition of & language.
when there is cousiderable demand for a lunguage,
instruction can be handled most econamically by arrang-
ing with an institute or university to set up the
required language training for the groupe. Language
training will be set up within the Agency for those
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C.

De

E.

| 8

Ge

who cannot be trained ocutside because of the demands
of their duties here, or becasuss of secwrity. In the
case of lamguages for which thers is scattered demand,
instruction can best be arranged through outside
institutiens, preferably local, on an individual basis.

The best way to study a language is full time,
with complete leawe of absence from other duties.

Conpromises may be made, but oaly at the cost of
efficiency and spsed (Tab M),

Somswhiat more complicated is the prodlem of area study.
Two slementary ares programs should be established,
preferably in loeal educational institutions, or within
the Agency; one on the European orbit of the USSR, and
one on China &ad the Far East. For more advanced study,
and for study of other arsss, trainees must be sent to
acadenic institutions. Zxisting resourees are being
studied, with the help of the Social Science Researsh
Council. In a very few cases, such study may be
accomplished in & summer session, but in wost instances,
an academic year or even two will be required (Tad 7).

The Office of Scientific Intelligence has a particular
need for s program on Soviet Science, combined with

area study, and the effect of science and technslogy on
international relatioms. This question is being studied.
The purpose may be sccomplished in or out of the Agency.
Such a prograa should also be useful to the 'Pfice of
Aesearch and Reports (Tab P).

A course on sconomic intelligence, and its use in

suppert of econemic warfars and operations will be
“"IOM.

Scientists, economists, and other specislists will be
sent to universities, either as students or as research
associates, to increase their substantive knowledge, or
te carry out research, or simply for professional re-
freshing (Tab P).

In meny cases training in an imdustry, foundatiom er
laboratary will be more useful to scientists, econo-
mts.)md other specialists than wniversity training
(Tab P).
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He In soms cases, travel and study in an appropriate end
feasible area will be the most desirable program,
whether for training or refreshing. This night some-
times bs accomplished through rotation in one of the
operational offices (Tab X).

I. Botation within the Agency, through use of train-
ing slots in the offices, will be desirable in cases
where the work of an individual is or will be closely
connected with that of another office, dut in all
cases the purpose of such training will be to make
the trainee more competent in his own office, to which
he will returmn (Tab K).

Jo With the cooperation af Office of Scientific
Intelligence, short courses in the present knowledge
and capacities of Soviet scientists in the various
fields, and of the present and potential capacities
of Soviet weapons should be eatablished, not only to
increass knowledge, but to overcoms soms of the super-
ficlal contempt fer Soviet science that is current.
These courses should be open to personnel from other
intelligence agencies.

VII. TRAINING OF CARLER CORPS ObNERALISTS

Generalists (V,C,5,) are those very rare individuals who
have the capacity to bring together many sspects and tranches
of the intelligence preblem and organisation, and wish to do so,
Their need is not for specialised training, but for increasing
areas of resronsibility and sxperience on the one hand, and for
rotational experience within the Arency, as well as in other
intelligence agencies and other governmental agencies which have
mutual intelligence needs.

Whereas the purpose of Specialist Career Training is to
produce better Specialists, there is considerable doudbt that any
particular effort should be made to improve the special skills
of the Generalists, excepting to broaden their language ability,

- 15 -
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inerease their first hand knowledge of important foreign arsas,
and Lo give them emough experience in the various offices of the
Agency ard othsr intelligence agencies so that they can under-

stand their products, and know their limitations and capacities.

Therefore, while a high percentage of this group will have
benefited as Specialists from the sort of training described in
VI, before they have been identifisd as Jeneralists, an entirely
new emphasis ;wust subsequently be placed on their career devslop-
ment. The purpose of their training 12 to produce Directors of
Central intelligence, Deputy Directors of Contral Intelligence,
Adssistant Uirectors, and Deputy Assistant Dirsctors s assistants
to tae Director, wemters of the Fat:onal tstimates Foard and
other key neople. (A sample plan of rotation and training is
presented in Tab H.;

A. (n the academic side, the first need is for a national
intelligence course, not only for this group, but for
the personnel of other intellicence agencies (Tab R)e

B. Oeneralists should be rotated throughout the Asency,
by means of training slots (Tab X).

C. They should also attend the Hstional war Lollere,
Naval dar College, industrial college, participate
as mexbers of the Ltaff of, or attend the General
viaff and Intelligence Schools of the Armed Forces
and the Foreign Service Institute of the State
Department (Teb Nj.

De During, before or after the period of rotation within
the Agency, trainess should serve long enough (at
least one or two years) in one or more ef the intelli-
gence or operational agencies of National Security
Council Staff, State, Kavy, Army, or Air Force to
understand their methods and objectives,

E. Time should be given the trainee for study of foreign
intelligence systems, both friendly and unfriendly.
Haterials in the possession of the Ageney will be
made available through the Office of Training.

At the end of tne period, the trainee should be ready for
positions of great responsibility on the level of Deputy Assistant
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Director and Assistant Directer, and after experience on that
level, to serve on the immediate staff of the Director or
Jsputy Director, and finally fer Deputy Director of Central
Intelligence and Director of Central Intelligence.

NHote: Jobe in the Azency fall into four categories:

cal, administrative, overt analytical and research,
and covert cperations and collection. Specialists should be
rotated within one of these groups, but not among them. The
above has been writien on the assumption that it is possible to
find Generaliste capable of uaderstanding each office, though
not necessarily of specialising in its work. '
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TAB A

SPECIFIC CRITERIA FOR INITIAL SELECTION
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TAB A

SPECIFIC CRITERIA FOR INITIAL SELECTION

(Figures based on Agency needs anc on information
supplied by Assistant lircctors.)

Out of any group of 100 seleatees, therv should be abeut:

k. College graduatos with fields of eon~
centration that baar some relaticnship
to reality. Of these:

2 should be potential operators
It should have wmsuzl language training
10 should do able to type

A few should be administretors.
g ingineers, with some experience in production

7 L1.B.'s, prefertbly with undergraduate majors
in Soclal Seiences, Area {tudies, or Inter-
national Relations. A few should be adninis-
trators,

0 Phol's's or graduate ciudents who have not
completed the "h.De, but have progressed far
enough so lhat they have actual ressarch
training and experience. OF these:

L in Political :cicnce, Cociology, Hietery
or International Relations

in Economiocs

in Area “tudies

in FHodarn Languages

in Physical and Biological ‘oiences

in these or other fields, provided they
kave strong contemporary interests, amd
are interestsd in cemcrete questiens

GU\WEM
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In view of existing shortages, the numbers of
sconomists, sciemtists, and area specialists recruited
for the coming year should exceed these fiyures.
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b2 B

LIST OF INSTITUTIORS IN WHICH CONTRACTS
‘ SHOULD BE ESTABLISEED
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b X

TESTING AND ASSESXIENT OF CANDIDATE SELECTEES
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N~y It is not coatemplated that 25X1
will find any grest difficulty in setting up

an orderly and efficient schedule of testing programs
throughout the country three times each year. Perhaps
during the first year thers will dbe a slight amount
of econfusion, but during the following years the
testing programs should prove of no great diffieulty,
especially 1f there is o g
desicnated to coordinstas 25X1
activities, Their big job will be to develop, revise
standardise, and validate tests, qusstionnaires end
echniques related to the objective testing program.
They will nsed to axpend considerable effort in this
directien during the first two years. Aifter this, they
will have to devote substantial mumbers of ressarch
hows each year to keeping the tests, questionoaires
and technigues uwp to date by inecorpersting research
findings in the battery. If the job is properly dene,
more or less a» ocutlined, Cii will have a more oompre-
hansive and objective battery of tests than is being
used by the Foreign lervice or any of the military

‘ services. In tarms of economy, it would mean that the
hseessment Taam would not waste their more expensive
man~hours in assessing candidates who are unqualified
for CIA,

Ile ASURISMINT PRIOK TU ¢INAL SELECTION

buring world Jar II the British developed, through the «ar
Office Sslection Boards, s new iype of scientific personnel
selsction known as assessment. In the dar Office “election
Boards the persen being assessed was asked to carry out a variety
of practical problems in real-life situations. ‘e was cbserved
and tested by military officers, paychologists, psychiatriste
and the cormanding officer of the “slaction-Assessswnt ' choeol,
rior to the establishment of the iSritish election-Assessment
‘chool, five cut of ten porsons failed to sucesszfully complete
training schocls in . cotland, sven thowgh thess prospective in-
talligenee offieers had been preswsably well-screened by their
recruiters, After the establishment of the . election-Arsessment
“shool, through which students were reguired %o &e befere antering
training, only oms student out of ten failed to complete the
course succesafully,
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A. Purposs and Principles

It is planmed to use & modified and limited set-up
in the Cf{ice of Training to assess canuiidate selsctees
for important psycholeglocal qualitiss whieh cannet be
tapped by means of paper-and-pencil objective-type
tests. The testing program ¥will be used to measure
the candidute's mental and intellectual fitness for
research; the arsessment will reveal his peychelegical
fitness for executive snd operational posts., The
assagement procedures will attsmpt to measure character-
istice of the applicant such ams

. 25X1
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25X1

These and many other charscteristies, whiech will
observed in the assessment process, are importamt
the training and placemsat of & persen in this

Eﬁf

25X1
B, Proceduwres

The Assessmant Temm will study the| |
25X1 results en the applissnts prior te
their asssssment, insluding the statistics and test
profiles, the Biegrsphic .usstiomnaire asd the
dritten Intervicw Cusstiemnaire. The psychologist
on the Assessment Team will study and analyse all
the findings oa the applicant and before the appli-
cant's arrival will lay out ss far as preeticable an
sssessment progrms for him to tske imto accownt his
interssts, sttitudes, metivations and work
sidills. The candidates will be assassed in groups
of four to six, over & perioed of twe days. The twe-
day ssocessment progrea will be generally as fellows:

1. First Day

' bris - o the mature of the
o .
be W interview with
, -

c. Oroup I siem: The applioants, sitting
around s tabla, choose & tepic
of current interest and discuss ity
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25X1
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25X1

The rest of the day is spen. by the applicant in
talking with staff aswbers of the Office of Training,
the Fersonnel Tivision, or with wembors of other Cffices
who have Jafinits intaresta in the applisant’e skills
8ud potentisl. Turin: this time administrative matiere
and meiMeal sxantaations can be taken care of,

It should bs emphasized that the assessment progren
iz hizhly Tlexible so thai psyehologlsts can Aevote more
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individual attention to the important or df{fficult
easss. In those sames where it does net appear
msmeumamunmnmuanm,
the eandidate will be referred during the second
day te “ersomnel Proguresmt fer pessible placensst
elsewhere in the Agenay. If this eamnst be arranged
during the sesond day, 1t will be dene during the
third day, if the candidate is sble to stay over.

in soms instances the Assessment Team will have
to oarry eut its program away from #ashimgtom to suit
thmimcfnpyhcm,butuu-huwihh
the assescments should be done in washingtom.

#ithin ferdy-eight hours sfter completion of the
assessment program a goordimeted, staff aseessment
report on the candidate will be semt to the iirecter
of Training te afd him in (a) msking the final desision
aa the candidate's sslectien, and (b) werking out a
training progrem to develop Lhe candidate's potential
most effectively, This assenzment report will alse

‘ be used lster by the chiel {nstructers and the svalua-
tion psychologist to plan further training for the
selectes,
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ARBANGEMBNTS WITE ARMED FORCES FOR
TRAINING OF SELBOTEES
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TAR D

W————

ARPARUEMENTS WITH ARMED FORCES FOR TRAINING OF SELECTRES

This Tab will be written when negotiations
with the Department of Defense are sucoessfully
complsted.
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/L

IANGUAGE PROGRAM H(F SELECTHES
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&
-

LANJUA L PROYFIAM FOR SELELTL0S

(Bacsuse »f the current needs of the Agemcy, the course presently
being established is Russian. The same methods can be used for

other languages.)

A. Orgsnization

Rumber of students in each group - 20=-%
iength of course- - 12 wseks
Hour schedule 25 hours per week;

donday through Friday

Be Program of instruction

{1} Descriptive grammar and theory

wmeww-e 2 hours weekly

(2L nours;
(2) froup drill - phonolgy, spoken languape,
reading drills ~ 3 hours weekly
(96 hours)
(3) individual lacoratory drill for spoken
and written language 10 hours weekly
(120 hours)

C. Mdlective.

(1 Foundation for proficiency in use of spoken language
and written langusge.

(2) basic knowledge of phonoiogy, structure, and ;rammar.
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Do

(3 Active non-cogniate vocavulary for everyday li‘e
situations - srrrovimately hu words.

(4} "assive recognition knnwledze of cognate voca ulary -
news aper level, 700 words.

{5, Essential verbs and declenizion forms.

Jtjeetives

At the end of this period, the average student should
be able Lo use the spoken languaie w'il: rezeonuile fluency,
and with oral accuracy so tha' se can be readily; understood,
iiis oral skill will be limited to everyday life situations,
with s spontamecus active vocabulsry of some LU words. is
auditory recognition skill sho.id be much broader, covering
poseibly 75 words.

After this foundation course, selected students should
be direcied to continue their language training 2t the rate
of five weekly houre of laboratory drill in the CIA Language
School Laboratory to increase their skill in the use of the
spoken and written lsaguage. ‘me additional hour rer weex
should be provided fur remedial and corrective linguistic
analysis. If this in-service internal training program is
continued at the rate indicatec for sbout 13 months, the
student should have a good active command of the lansuape.

in-service training can be focused on the acgquisition
of spscialiszed terminology in various tecimical fields to be
established in consultation wiih Lhe several offices.
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TAB ¥

THE PASIC TRAINING FROORAM OF THE CIA
. INTELLIGENCE SCROOL
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TAE F

THe BALIC TRAINIWG PROGRAM F TH- (14 [h7TELY I9eNC. SUNG L

A. DISCUSSINN
The basic training of this school is designed to give the
sslectes the knowledge and skills basic to intelligence.
The program will remain flexible, so that it may be tailored
to suit the needs of each new group. The early courses
cannot turn out finished Intelligence fficers. The
graduates will enter their jobs better prepared than hereto-
fore.

Be PR’N&RAH
The program will consist of:

(1) Hecessary lactures on orientation, mission and
security.

‘ (2) Structure of U. 5. Governasnt and C.A'S role
theﬂin.

(3) Hissions of intelligence Advisory Cemmittes
Agencies.

(L) Organization of CIA.

(5) Lectures on the world “ituatiom, Foreign Policy,
the Soviet Govermment, ristory, etc.

(6) Hethods employed in intelligence.
The tentative twelve weok program will be interspersed with
protlens and training films, and selections for readings in

foresim languages.
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AR 0

EVALUATION OF SELECTEES DURING BASIC TRAIWING
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TAH Q

EVALUATI N F S BITHES DURLNG TRAINING

Each selectes will be subjected to & running evaluation
during Basic Training in order to systenatize, verify and extend
the knowledge of his aptitudes obtained by testing and assesssent
prior to his employment (Tab C}, and to determine his potential
so that he may best be trained and placed. wWithin six months
after g salectse has besen placed, 38 supervisor will b9 asked to
svaluate him,

A. Evaluation luring Training

The Evaluatiom FPsychologist, the Chief Imstructar,
and the Instructors will periodically rate each student in
terns of performance in courses, personality, and ranking
in comparisen with other students, in order to determine
his outstanding strengths and wsaknesse=.

The following rating system will be used:
‘ ‘arcentile
Ratings Definitions of Haiings ZQuivalents
Superior 1 An extremely ouistanding performance F3=1C
Excellant ¢ An outstanding performance, definite-
- ly sbove average 35=77

catisfactory ¢ Aequirements r=t withnrut Jdistinetion 50=-34

Mediocre t Minimum requirements barely mat 16~k
Poor t A deficlent perrormance. i=finitely

‘ below average 3-15
Fedlure A extrerely defllcient performancs G=2

KOTZs The derivation of the ratings from the normal distribution
curve doss not isply that the studants would be marked “on the
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eurve® -~ which is an arbitrary statistical interpretation
of human variability. The students will be rated in terms
of thsir ability to hold carser jous in the Ageney. In
some classes it is conceivabls that 211 students will
qualify. It would be spurisus, therefore, to fail some

of them mersly to conferm to the iniquitous practice of
marking on the curve.

Students reted lov will be carefully stulied to determine

whether they can be improvec, or should be dismissed.

A final evaluation will be sent to the Dirsctor of Training,

and will be used as one of the bases for initial placement.

B Evaluation after Initial "lacemsnt

Supervisors of selectess will be askec to evaluate Loem
from four to six wonths after ianitial placement. The
svaluations will be stucdied by the staffs of the (ffice of
?raining and Fersonnel, as a check oa selsction, training
and placement. Selecteas wno present a problem at this
stage will be carefully stwdied, to determine wheiher they
should be placed in amother pnrsition, or dismissed.

if a selectes underpoes an important change of position
in nhis first two years in the Atemcy, a similar evaluation
will be madse from four to six months al'ier the change.
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TAB H

. NUMBER OF TRAINING SLOTS TO HE ADDED TO T/0
OF EACH OFFICE
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348 I

IDENTIFICATION CF CAR'ER CORPEs CARFER .
YABACEMENT PROGRAN
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Tab I

IDENTIFICATION OF CAREER CORPSp CAR: 'R MARAGEEFNT PrQCRAM

In this study of career or mana ement development there
is carried forward the conception of a limited and elite sroup
implied in Genaral Snith's letter to The Honerable John M:Cloy,
17 Mareh 1951. Its procedures anc techniques are directed to
the identification of the Csreer Corps, The ticket of admisrion
to the group is demonstrated ability on the job, The followin-
are propoeeds

1.

2,

3

ke

Se

The formation of a Hoard for emminatien and FReview at
the Directorelegputy Lireetor lewvel of the Agency and
joards of Review at the Cffice level, (Cection A)

Anmual appraisal of employees by the~ir surervisors
andfor ar-ociates (Section 3) te take place a-ainst
develonin-~ jebenarformancce remuiprements . Jeetion ).

Restriction to non-clerical nersomnel in the (5 9=-13
laval inclusive, £,8., the nost likely career :roup,
The rationals for this position is set forth in
Yeetion I,

Emphasis away from ratinz (the Civil fervice concepi)
and directed toward what the employee can do and what
may be done to ove and prepare him or her for
higher lsvel Co.

“he first siep abjective im to train and ground supere
visors in sppraisal techniguej the second ztep objective
is to identify pools or inventory of "Potentiai® (see
Seetion E) for discureion of poesible application ef
the duPent Company “skimmer chart" technique); with

the inal ebjeetive, a job-rotation prosram (Section

Cy 2) for identified potential as ancd vhen the tight
manpower condition can Le relisved,

Given the manpower shortace of today, it is felt that this
Agency can 11l afiord elther inadvertently, or mere impertant
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through lack of training, to overlook the "potential® now on
board. In sddition the program shoulcd benefit merale, aid
recrultment, and sharpen-up (2 anplication of trainin; facilie
ties (“eactica F),

Tnis study has zro-n out oi the considerstion of some ten er
twelve comparable industrial plans, those of Air roree anc Navyy
and a review of certain "status and efficlency” and other re-
ports in being or contemplated in the Agency (Seetion ).

It is recommended that the pro:ran be administered by a
Career Levelopment /taff, and that a man, experimeed in this
fiel<d, be brought in and supported by an adequate staff,

The tie~in of thir progrem to the Career Corps “slectee
Program and to Personnal IS card system 1s set forth in
fections H and I,

Ao  Doard(s) of ixamination snd Hoview

A firest req.irement for success ¢of tie program is active
tep echelon support. This requires ihat tae Front Office and
the Asslstant Direstors om whose Oifices the progrem i pinges
understand the objeglives of the progra=z snd give it their
hloﬁng.

With this baoking forthcomin., it is proposed that a Hoard
of ixsmination and seview be formed at the UlrecterelLeputy
iArector level of the A:ency. Thir tope=level Coosdtitee would

it annually. The function of t:ir ‘eard is set forth in “ectien
Vy By 3 of tne Liscuemion,

dalow this :oard esch O:fice will have its Joard of Feview,
Its Chairmen coull be the .epuiy Assistant iirecterjy the Train-
ing 1iaison Oifiecer of esch .fice could be Seoretary. Taese
boarde will mit as need arises,

The function of these boards, workin, with the Career ievelop-
menl Staff imte

1. [Develop broad roquirements for effective performance
at those levels of administrstiive, professionsl and
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2,

3.

L.

technical competence eonterplated in t'w proposed
pro:rai, The objective; & more conplete under~
gtanding of the fundamentals which make for suparior
performance in each csategory and at each level of
eftfort,

Megsure Lne indixluual acalnsi the jou raquimmmti
of the level in w ich he operatee and at tho rext
higher level, ’

In coopersilon with the Office of Trainin., esctinag
throu:h the Trainin; lisison 0fficer, develor ime-
proved trainin; procedures and auclications,

In cooparation with the O/flice of Trainin;: and lFere
romel, to plan lo:ical livisional, Intra-0ffice and
Inter-0:fice rotational circuits and promotions,

It 1s believed that the effeet of ihe proposed board structure
would be teo stimulete recognition arc cevelopmenti of ability,

1.

2.

Appraisa) ead Proposed Application

The propesed procedure anc technique of perlodie
sppraleal of an employes by his superviscr ie deemed
primarily a managerial tool to e lin. adainistered,
It follows, the ., that the method should ves

& Geared to and refleet the peculiar problems
of the Agency and ite individual Officesy
and

be Desentralised, l.e., the supervisor limited
to an appreieal of those he imowe or has
sentact with personally.

Appralss) Technigusy

The purpese of varyin, appraisal tecaniques is identical:
to force the supervisor to think in an orderly fashion

-3.
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about the meople under him, to the end that the
appralssl-s smr be wmeadn:ful.

In technical jargon thc aprralesl sust Lo velid
L1845 A2 accurate aeasure of the abilities 1. .o
suppoeed Lo measurs, and reliable, i.e., ssasure

the sane ability conmi-iently, adetuaily ap;raisals
are likely to te insccurate, stereotyped anc exhibit
"hale effect, l.e., a isvoradl aprra:eal & emming
from perscnal predilestion rather than from objeciive
anglrie,

In an eifecrt to resch objectivity twe technicues are
eurrentily devslepin:, iac Appley technique snd the
*foreed cholce® technigue.

The dppley techninue ic eeployed in the “etrolt Fdison
Plan, ‘ers, some four supervirors who know thc inale
vidual and bis work sit as & panel, with & representiative
of manegement develepmen: siaff sittingein as coach

and moderator,

‘ In the foroed cholece technique the supervisor is forced
to choose between two or nore statemente as most or
least descriptive of tne iniivicual. Hating as to
determinate traite or charactaristics is then derived
by statistically wedghting the responses to the aany
alternates. The end product is, theoretically, an
accurate ani valid appraisal in which "halo effect®
& other sberretions are eliminated,

This technique, uwnfertunstoly, has the
connen 40 all oodes (it eplays & code in the form

of a statistical weiyhting), 1.s,, it loses its
effectiveness when the code i# broken., In

this happene. Supervisors sconer or later becoms
aware of "pay~-off® alternatee and are guided accordingly,

For these reasons tha forced choice iechnique is re-
Jocted hers, as is the panel or Appley technigque,
largely bessuse it woulc sppear that the staff work
required would be prohibitive,
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3

*

Api 1l . orm

ihe ultimete appraisal o1 svailuation jors tu Lo used
in the Oiiices will oe work:d out gy the Chief of the
Caroer .evelopmeni Staif sup. orted by crmpetent
technical help and in cooperation with the nfficesn,
working through the Trainia: idaigon viiicer, who as
suggested above, would Le a aemver oi the. “parc ~f
Heview oi cue Jifiee in quesiion,

inere is attached herewith, ROWEVEr', & PropoBed icIMm,
The thinkla, behing 1t is bLased on Luc thaslis that
validity, rellability, a:. leck of "halo eifect® can
be#t Lo acaleved by tying the a.praieal elosoly to
specific Job requiremsntis both at primary snu advanced
levels of competences a practiice wiich aas foun: exe
pression at primary levels in practice in the covert
offices (Form 5183, “tatur and <fficiency reports),

ine lorm iieclf is the best aporition of the yenayal
technique proposed. ihc iom 15 to e regarded as a
prototype oi general a-thedj it is to be expucted
Lhdi the furmy in ile delail, will ba sodified and
refined in practioe.

Tmrammmaammcmtmnm
of rating the inuividual, not as axcelisnt, avers:e,
LGy DUt ase sijudged in tae irst 10;{, naxt wﬁ’
aldile 4Os etcey compared "wiih ali others of tie
same"crade and Job family “whose professionsl abdli-
ties are known o you persevaliy.® it is relt that
this lechnigque avaln vontributes to the objectivity
of tae appraisal.

Another {eature of the proposed ferm is that rating
the inciviual (in wae daile 4OT etc.) acts as a
coordinate point on a scale, It ir believed that
this technique has certaiu advantagoes

8. The employwe's performance and potantislity show
WP yisually as & proiile,
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be A current apyraisal can be compared with a prior
spsraisal by tracis. tze rier profile snd scpere
imporiog it on thwe current profils.

As the 1rvoiile ir ;laced on a meale wileh ir virtually
12 %0 100, 4t i» porvibtle that sn sucresat: of ecale
pointe can be arrived at, (his aggregate of ;oints
might be used ar a "bonue* factor whi-h mi, it make
pes ibls the applieati n of the skimmer technicue,
(5e0 Tection i)

(Netes The question might propuriy ve raised: -hy has ot one
of ihe mere orthodex Ezecutive ievelopmeni arpraisal forms been
adopted, The reason® ars twc {8) ths morc objwctive the Jjob
critaria the scunder the arpralealj and (b) 4t ir seli that tne
usual forme lack :alidity in 1life, 1.8., they portray tie =yth
of the sucosssful man ar conceived by men of success,.)

. it ie oroposed thal the appraieal oi any emplayce be
based on itue joint opinlon of at l-sst two men who know
the an and hie work., <here this ;roves i practical,
it i» suzpested that tne inddvicual be asked to aporaire
%m the identical blenk form., ‘he s.porvisor
my t! vompar- the aypraieal with his own. any
variante would Le acjucied in & subsequent cimcussion
with the exployes (see S balow),

The eind- appraiser, ise., the immdiste supervieur
(ar proposed in the ‘rancis report) is not belicvved
to be ia the intereste o/ A ency morale. Fogardless
of the falrnees snc objeetivity of the supervisor,
the ewpley e derives :ar more con’idence if more than
one indivioual site 4n jud.ment om him,

Se i1 oo of the ; gal with i o)

ihe a-preisal shoul: ve discussed with the employee,
Thur the inuivi.ual is - $ven & chance Lo express his

- e
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Ce

interest in advancementsnd Lo ive ials opinion of
his wn o In this Jiscussdon; however,
0o proxires sh be made 1o any indi«idual or
participsat in the yrogras,

Thie discursion and interplsy betwean supadrviser
subordinate helpe brin: cut the incividual's %
qualities and hie trainin, nee £, and thus ensbles &
ripe rvisor to discharge his primsry responsivility,

Leiep thstw people entrusted to his
oare, 4s nes tende to coniirm the observation

that employces supervise as they have besn suparvised,
thir procedure should ultimataly -ensfit tie whole
orzanization,

Practically it ls just st tihie peini that the vhole

appraisal proces: can be slanted away Ifrom & rating
concept and direeted tosard deteruining what % individual

can do snd what training oan do to the
indivicual and prepare him for hi: , o
i ; s & * m

Appraisal will tske place anmuaily.

dob rgmilies

One of the primary requirements jor success of e
proposed progras i= o1

ay istavliszh at the rrimary (Junior) level btroad
Job families Lhat exhibit comperable rerformence
eriteria.

be Levelep spetific criteria ror efiestive performance
in sach btroad fanmily at the : rimary level and at
suscosdin: levels of competsnce anc responsibility
within the Agency,
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The ebjestive here is a basic understanding of the real
qualities that make for superior performsnce. <ivil
Service joo descriptions are written prisarily teo
Justify certain G5 levels, and are not slwaye helpful.

It is believed that a hopeiul start has been naue Loward
these requirements in the jou ismilies and job require-
ments which iind expression in the proposeu sppraisal
form (Seetien #). It is anticipated tbat the doands

of Review (teeticn A) working w~ith the Career Levelope
meat Staif #ill be instrumental in further developing
and refining thesc criteria, fhis .rowth willi take
place througni

8 further study of the education, experience and
knouliedge requirwwen.s in jou iamilies anc ior
comparable jobe,

bse A statement from each member u. a superviscry
group of the requiremenis to periorm hir job
effectively; ancd of what he requires in performence
' from other supervimors who may be reperting to
him,

Answers to such riuvice, eaited aid sifted by the coards
of heview might well contrioute to a more objective
uncerstancing of job performance eriteria.

It 12, of courre, far essier to call :or scaningful
eriteria than to produce them, particulsrly as one pro=-
ceads up the scale of competence. IYet sprraisal in

the absolute or in vacuo resulis in a laek ol objectivity
an¢ incuces & fussy frame of rcierence in th: appraiser,

The development o. speciiic an. auequate criteria, then,
is vitally important to the succesr o: tnis prosras,

2. FHRotational Circuits

The defining of job famllies, as proposed atove and in
the suggesied appraissl form (Seeti a 3), ir a first
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step in dour-iniag lozical rotation circuits, Thus
1t appears illoyical, at junior or even senior levels,

to rotate to an %uabnm@ Job an individual
appraised asz basi an operstional type. it is

only at higher echelous of compstence and responsidility
that such rotation becomes feasible and fruitful. The
devies suggested in the apprajsal form, in whiech rating
on the basis of additive qualifications required for
higher levels of coape encs, will, it is hoped, prove

a useful teol in determining fruitful rotations,

Much further study will be required in this field., .uch
study snd the identification snd fixing of sound job

rotation cireuits is s function of the Foards of AReview,
the Career Development : taff, and the Office of Training.

L+ Application
l. [iscussion ef Application in lepth

This program should be restricted to the G 9-13 level

. of nen-gleriocal ver:omel. Again the thinking behind
this proposal is that of restrictien to a career group
in 1line with General “mith's conceaption,

The rationale for the selection of the G:=9 level, as
the lower limit in this program, follows,

A3 ene goss down the employ«e pyramic in & progcrem of
this kind, a law of diminishin, return sets in. More
and more appraisals are rejuired but the chances of
uncovering "potential® are not proportionately im-
proved, «hat one is really deing is spemnding current
funds (as & measure of effort) for s hoped-for future
return, By restrieting the program to the preposed

group, the Agency is assured maximum retwrn on effort
expended,

Hany a progrem of this kind has been smothered to death
by its own weight. The proposed application cuts down
welght, HMethed in this technique is only refined by
trial-and-error. The approach herein proposed means
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N that method can Le refined st & relatively low cost,
If and when feazinle mnd desirsd the program can
always be sxtendsd up or down the pyramid,

2. Time Elewents in “eaching Urades

An analysis of the time elements fnvolved in aver
personnel progression or rise witl n the Agenoy s&n
the following: (These statistics are an educated gusss
by Persomnel mnd must he substantiated by further

analysis.)
To fise *rom Average Time Assume
fi%=5 to 7 & to & mos, 05 yrs.
G5=T to 9 12 to 18 mos. 1.2 yrs.
Ghe5 te § 2.0 yrs.
‘ The Go«9 level embraces Journsyman Intelligence Officers,

fesearch Analysts and other cemparsble profeasional
personnsl, All eperative supervisors and administrative
officers are above thirz level., while many treinees

for professionsl jobs are brouzht into the Agenay at -5,
the rise te '=7 is rapid; some & or 8 menths on an averege.

This progras is built around two theses (a) that the
pries of admimsion inte the Carser levelopment Program
shouls be on-the-job survival ability, and (b) that
the program is directed toward the rwally able. The
period of 1.2 years for the (le7 industee and ¢ yoars
for the ("=S inductise appears & reasonabls time element
for any individual of career potential to reach the
plek-up point, f.8,, (=P, (1t i» proposed that the
Career Corps  electes will enter the organisation and,
after initial trainins, be forced to demonstrate by
on-the=job performance an ability to survive and ad-
vance for a two-ysar period). Theoretically, therefore
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the propesed "in depth" application of this progrsm
i» ethically justiiiable,

30 m fa ‘Ql
25X9 ‘
dased on Perscanel [iguresa (somewnat tentative at

1:e) Lt is esticated that there are approximaiely

|exployens 1 e LF 9wl level. ihers are

25X9 spproximatoly on Loard (deer cover ir exeluded
from al. tiees fi ures), :cace the Uareer .avelopment
Projrax contezplates smbracin a proximmtely 303 of
Agency personncl. A< s check pcint, cased o7 comparatle
personnel, industrial convanios tenc o cover some
20% of Lheir employees in comparable nrograss,

B, Wk ¥ _ctars® ihe

ihe dufent Lompany “skimmer chart® techaloue ir r-ally an
adaptatio: of Lhe ago=inegrsds L.ea »i the servicee mlanted toward
& constructive purpore rather than toward a negative one (elimie-
. mtion).

In the duFent technique, All expleysces who receive an annual
compensation (including bomus) in exces= of a vredetermined
azount are for sach agze arreyed in a descendin. oroer of compen=
sation. ihese arrays per:zit the fdentificatio: of & corpensalion
point at each a:e that sclecte or "skime® a specified vercentage
of the arrmyed employsess say X% of those arrsyed at a.c ¥, etc.
"peciiied percentagees are de¢roased av s.¢ increases.

inere resulis a ecatter ciagram of "sel cilon :olats® Irom
which is derived a "!elaction Line" by visual or mathamatical
proceasss, IThis ie a iolal company line (it ir vased on aldl
emplayees above a predctermined level), ihs company selection
line 15 ured on the ; o) charts, This makes it poseible
to judge departmen sxperiente a.ainst the vackground of total
CORANT eXperisnce,

In this technigue all inciviiuals avove ti: selsetion line
are "potential® for higher responsibilliii-:s and advancesent. | LRy
are the duPont lompany'd carcer corps.
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Possible Adaptation to CIA

A characteristic of incustry is (1) a rapidly rising
salary scale (2) little tendency ior salaries to cluster at a
given dollar level, and (3) salary scale which is made to rise
even more rapldly by corporatec bonus syrtems. Government
employment is just the opposite, Thes=alary scale is -reatly
compressed} there are clusters at each GS levelj anc iie a e
-rouping: appear much less aefinec,

Given these diificultiee, tie priuary question is whether
the technique exhibits validity when applied to CIA personnel,

To test this, a pilot plant r.n was made on 873 names,
GE 9 through GS li. Any incivicual was deemed "potential" and
marked for examination on the following basis: at GS 9 if
26 years old or under; at GS 11 if 26 years or under; at LS 12
if 31 years and under; at GS 13 if 33 years anc widerjy at GS 1L
if 37 years and under. This resulted in 115 namee (had
application of the duPont Company's decreasin: skimmer per-
centace been made there woulcd have been 198 names),

These names were then shown to & senior executive with
broad experience and contacts in the Agency. This oificer's
review indicated that this age~;rade techniocue was a valid
identification of potentiality.

The primary ocomtacle to adapting the duPont technique in
its entirety (i.e., skimmin: a desiinated top percentage at
each age level to produce a Selection Line) lies in the clusters
of personnel at each GS level., Possibly this aifficulty could
be met by the introduction of a'™vomus factor®, stemmin; irom
the proposed ysar-end appraisal, The efifect would be to break
up the persomel clusters andfake possible the skimmer technique.

An adaptation of the skimmer chnart technique to tanis Agency
wouldc give the Director of Central Intelllgence, his _eputies
and the Assistant Uirectors a most useful administraiive tool.
It is recommended that further study be given to this technique
and that, followin: the proposed year-end appraisals, an attempt
be made by the introduction of a valid "bomus iactor® or Ly
othier means, to adapt the technigue to CIA career ludentiiication.
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Fo JBenefits oi Frogres

Three and poseibly four met.ode are envisaged here by
which te lcentliy potential in TiAs (1) by torte an. ss<esement,
(2) by competitive exam nations, (1) by appraisal, and (k)
by skimmer teshnique. .in masy of iis hases the prosre- begine
with a sharnendingeup, extension and nore conseious aprlicetion
of things (sise-up anc thou:ht o; cotautiml) whieh have been
done in the past. ITnese bunciite should ilowt

1. MAnllity on board ls less likely to be overlovke. or
£ail to reach ite "potential™ ani waste o/ talent
%¥ill be reduced., Incompetence will be exnosed.

2. Agency morale should be improved, posriily alee reeruite
ment. Men and womon «111 kno: that if they can de-cunsirste
ability on the jou, they will be watched :or promotion,

Beyonr! these ownefits i the lmportant onc -7 tratinin:. .aut
of consideration of job reculremc¢nie jor broad lemsfr 0: competeace,
there can be obiained a clear nicture o what iralain. can be
expected Lo accomplish, 17 the trainin requircmente of the
Crfices can e pisepointed, with tallered -rozrams made possible
for ithe lnui-idual or ssall sroups w.0 hsve similar needr, Lhe
ground-work in laic for the sresiest usefulneer . 1h¢ raining
Difice,.

However, & note o! caution »musl be soun-ed., -nc¢ w-t aot
lors si:ht of the faot that each oi tuc technicguas hwreln proe
posed is fallible ancd that all recpresent an art that ir fludd
and inexaet at best, er thbir rearon, reliance has been pleced
on several metnods, sincs, while one alone mi. h' rail, it ie
unlikely all mothous woul: fail,

1t 1» 10 be expected taat tnis prosrem will encounter many
clfficulties, They all co ane thus tney experience & high
mortality. inese difficulties anc tile poesibility ~111 net be
Absent in this irency, Success, 1! won, will only ster rrom 2
high measure of hi'h leval =uppert, tcsether with extremely
adequats an: campatont staff vork,
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G Review of Mangcement ievelopment Plans in Industry and “lsewhers

The Agency has not besn unminciul o. development procedures.
There was high-level consiveration of tue problem some years ago.
Introduction was opposed on the grounce o: the lack of an i
sysien (since corrected), and in addition it was tnou.ht that
the manpower ceficiency militated a ainst apclication,

Agency experience in tne past has been studied, anc the
plans of some ten or twelve industriaj companies, anc of one
econsuliing engineeriny firm for its professional staff} the
Officers Fitness Heport of the Navy, snd tne report of ificer
‘ffectiveness of the Air force have been examined,

He Tie~-In to Career Corps Selectee Pro; ramn

The Career Corp Selectee Prouram is, in effect, a hish-level
"potential" reeruitment program, coupled with a pasic educational
or training effert to yround the individusl in intelll rerice and
area. It is proposed that at the end of an initial course, the
mriicipant be assi ned to one of the Uificen.

It has been the general experience o: incustry that colle;e
recruits are accepted by the line organization if there is faith
in management's ability to weed out poorer reeruits, Lnder the
contemplated plan, selectees woulc be forced to demonetrate a
survival value and an ability to rise, in tne usual menner and
on the job, in order to be picked up at L& 9 level in the pro-
posed Career Levelopment Program. This woulc aspear o meet
effectively any criticism of "favoritism" in tie Career Corps

1. Iie-In to iBM Contrel

The various "potentislities" of administrative, professional
and/or scientific personnel identified in the Career (evelopment
Program; pertinent data relatin. to significant educationj area
experience, the employee a:e and "age=-periorsance" index, etec.,
can be easily carried on Personnel's Iss records. In conjunction
with the Offices, other pertinent data coulc be developed in as
much detail as desired. Staff would work this out with the ioards
of Heview,
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TAD

. BVALUATION OF QUTITARDING CANTIDATES FOR THE
CAREER cOmpB
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TAE J

SVALUATI N P CUTSTANDING CAVDIDATES oOx CArkd CORPS

Employees who stand ocut after nm»raiaai by supervisors will
be exarined through tests and evaluation, as outlined in V, L, 2,
Those wno have entered un Agency through the Career Selectee
Program (I-IV} will already have been sutjected to intensive
testing and assesement, but some older employees, and some who
have sntered the Agency through other channels, will not have.

For the first two years of this program, any employse who
wishes to take the terts may do 8o, reyardless of the apjyraisal
by nis supervisor. This will ssrve as a check on appraisal.

The problem is being studied in the Office of Training.
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TAB X

ROTATION PLAN FOR CAREER TRAINING - SPECIALISTS
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Tab X

ROTATI W PLAH FOR CAR:bR TRAINING - Sii(IALISTS

I. DEFIRITIN

For the Caresr Tralning program a Special ist i3 defined as
& person so dealignated by the Board for rxamination and deview
(Section V, F, 3 and C, i-)

n tae basis of selection standards that the boars will
employ, & Specialist will:

- A. De a profeesional intellljencs {ficer

B. e in grade 3~y or higher

C. Be, vhen selectad, provacly 4n age bracketl mid-twertias
to mid-thirties. towever, this age brackst is not an
absolute requirement {(Sfection V, A

De Have Leen oa duty in the Apancy at least two ysars

ke ave completed his Lasic training or the equivalent

¥« Be nighly satisfactory in nis régular position

G. Have potential to justify training ant eventual
promotion to the lewvel G5-ll or higher

He e, on tis Lesis of des.res and avtitudes, s:ited
prizarily for career esploymest in his present
“ffice {(for exmaple, Tffice of lasearch and Seports,
ffice of Sclentific Intelligence, etc.)

At any point in his career a Specialist may have his dosig-
nation changed by the Board for Lxamination and Review to that
of Generalist (defined in V, C, S and Tab ¥).
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1I. Alk OF BYIATION OF SPECIALISTS

The long=range emphases, however will be upon the field
most closely relsted to the more important M‘&mm
for the positions of office head and section chiefw in his office.

Iv, TYPICAL ROTATION PLAR

There follows a typical rotation plan, in seven phascs
for Specialista, Its purpose igbrimarily to indicate the scopo
dM&ugMaMntth%MtMo
pattera that & particular individual must follow. 4ll phases
of the tralning will be tailcred, with the Assistant Directort's
approval, in esch instance to fit the person's needs snd poteatial,

Fhagse 1 - 1 year
ClA In ¢ School (Tab L)
Refrasher Gourse, to include:

&. Extensive area study or functional study of
his area,

b. Freparetion of an Intelligencs Survey on
kational Intelligence level. d

SECRET
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e. lactures by sminent visitors and sch: ol
staff.

d. intensive reat.ng.

s. 3ssearch at suitatle library and university
cantars.,

Fhase 2 =~ 2 years
Regularly Assigned - ffice

Heturn %o assigned office and continue work thers.

- 1 year

Rotation Thro: a plated ffice

§ e 1gcna assumed ~ if ffice of
wperatim, ffice of Speclial rerations or Mfice of
Policy Coordination, tais may consist of a tour abroad
of one 4o two years,

‘ 8. Three months in tha “oviet [ivisiem of the
Suppert droup.

b. Three months in the sastern Livision 2f the
same Troude.

¢. Three monthe in the Westarn Divislon of the
same Oroup.

d. {ne month in ‘perations.

¢. "ne month in Situatien Room - study and
participate in briefing problems.

f. e month in liaison duties with those
sesctions of the other imtelligence agencies
concerned with "ffice of Current Intelligence
sctivities.

g+ This phass may be supplemsnted by from I to

-

6 months in a Service Intelligence School.
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Fhase L - 2 years
Begularly Assigned ffice
Reture to assigned office and continue work there.
Thase 5 - 1 year
25X1 Duty in] |

25X1 K.

b. Study eollecting ami reporting probless.

¢. Suggested alternates for this phase include
a tour of approximately one year at either
the Army War (ollege, “aval w#ar Collegs or
Alr War Collepgs.

Phare 6 - 2 yoars
‘ Regularly Assigned 7ffice and s delated ‘ne

Return to assigned office and continus work thers
one year, fellowed by :ne year in a related office.

Fhase 1 - 3-12 months

¥ational lnulligaco ~ University iLevel

8. Study threats to U. 5. national security
stomiing from the particular area in which
he kas specialiged.

b. Study means by which intelligence may best
support U. S. national plaming and policy
in forelgn relations.

¢. #wWork during this phase in company with policy
and planning officers from ksy government
azencies.
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ADVAKCED TRAINING -~ CIA INTELLIQENCE SCHOOL
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Tab L

AUVANCED THAINLNG e CIA InfhLLL.ENCE SCHQOL

The advaneed training will be in the nature of a refresher
courss for experisnced epesialiete, The progran will aim fer
Wbive monthe duration, In thir courss the rtudent will:

(1) heecive lugtures from eninent andi qualified vieitors.

(2) dnzage in extensive area readin: smd study,.

‘ (3) Prepare an intelli ence urvey on a National Intelli~
gonce level,

(4) Engage in supplementary ares stucdies at suitable
Universities,

(5) 1f possible, spend soms time abroad,
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LANGUAGE TRAINING FOR SPECIALISTS
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Tab &

Langusgs training will be made avallabl: for specisliste
8 the need arises, Mach of thie itreining ¢an mnd should teke
place cuteide the Agsncy, in exietin: institutions. ~ome,
however, will be provided by the Uffiee of Traiming within the
Agenoy, end the use of ihe CIA audlowvimal laborwtory oquip-
asnt will enable lan-uaza prefieiency to be maintained and
improved upan,

Arrangesents for such trainin. are preseatly bein: wade,
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TAB N

A——

ROTATION PLAN FOR CAREER TRAINING - GENERALISTS
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TRALAING = GiNERALISTS

Is

DEFIRITION

?wmcmtwmwswuumwlm
o mests the standarde detined in v, C, S and VII, and is mo
desiznated by the Soard jor Zmaminatien and ieview, (V, gy )
(n the basis of seloction r~tandarcs thmt the soard will empley,
& Ueneralist wills

A¢ bs & professional Intalli-enve uificer

de ke in grede U'ey or nigher

Co e, woen selected, orcinarily in the age tracket
30eb0 (=4S for the first yesr of thie procran),
However, this age bracket is not an sbsolute require-
ot

De Msbmmdatyiuthei\mnhnttwm

Ee Hmw,mmmma-mummt

Fo  Be Dighly satisfactory in hire regular positicm

Ge Have potential to Justify trainin; and promotion to
the level .f«l6 or higher

He Scy on the basle of desires and sptitudes, ruited
for career empleoyment at the Aseistant irescter and
Leputy Assistant lirector levels and hisher

The aim of rotation of Genaraliste f# to
broad, firstehand fasildarity with the role of
gonos in the Government structure,

arm thes with a
Kationel intellie
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iil. SCOPE O+ RUTATIUN PLAK

The rotation plan jor a eneralist mmat be of the widest
seopuy and not tied to the =miselon or needs of & particular
Agency eoffive, It should lead to the breadest prectical
compatende in the first thwes of the followin: fields and an
sppropristely restricted cospetense in the fourth:

(1) Cperstional
(2) Acsdinietrative
(3) Amalytical = Kesearch
(4) 7Technicel
iVe TIRICAL Biih...: FLAK

Thers follows a typical rotaiion plan, in nlaw phases, for
Generalists, Ii iz aseumed thar the eneralist ha= corpleted a
rotation plas [or Specialiste mui nes cion compleied a yesar or
two of duty in hizxegular effies Leiors seleciion as a Leneralist,
Its purpose iz primarily to indicate the moepe of trainiag
rethor than presant & specifis pattarn that s particular parson
mart follow, All phases of the trainin: will be tailored in
oach instance to £it the individual'e needs aac poLential,

PUASE ) » 1 year
FUASE 2 » | 1 year
A \] the
Return to an apypropriste aseignaent in the
Agency
-? e
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2 years

PHASE © = 1 year

PIAE & -

2 yournm
Assionmea. in s Agency
‘ wolura W an & propriate asri nment la Lhe 4 eney

wxp-u in #stional “ecurity Couneil Senier
‘tafl mestings

PUAZE 8 = 1 year

Return Lo an a propriate arsigmaent &in tho Agoney

FHASE 9 = 9 monthe
Bstiona} intelljgeace - University level (Tab R)

ftudy an & jJoint casis:
& Inteliigence doctrine
ue Intelli;ence msthodelogy
Gs Hew directions intellizence must take

‘ Then return to ths Agec for a high=lovel assignment
a Uaneralist, 7o *
«3le
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CAREER TRAINING - INTELLIGENCE ADVISORY
| COMMITTEE EMPLOYEES
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1es 0

GAREER TRAIRING w INTLLIPNCE AGVI URT (o SWITTSE SuPLoYiys

e  IHTRY..CTL

The prollens and conel:slons here premented now syply to
Sareer commiscioned persennel of ihe thres military sewrvices wio
are mtgm# te the igency as part o. their normal active ity
Mct.:l.mi :iom, the aspdgomunt to the Agescy of career
personnal of °© » OF any othar epartment or Agen would
inpose similar problems requiring ‘::u.u.y careful rﬁ:hm.

lie BACH UND

. 1 June 1951, the Acency hac en voard or ercersd

ponG active cosaissionud military personnel sgainet
an allowance of Ths igency neods many more of tals
category of personicl and, it is understood, har 25X9

receivad a.thorisstion for an aoditional allovance of

11X, PRC4L-M

The Agency Lears & tuowfolc res onsibility in asel;
mnte of these personnal: hd Job il

(2) 0n the other hand their esplagment by the Ag '
s mey should
mmmwwmammmura.eu

and should be appropriate in responsidlity snd functiens
to the renk and exparienc- of the ofﬂmov

b4 4 u.m Agency Goes not meet thowe respensibilities of place
sment mnd trainiag, ihe Lapact on the “ervices is 1ikely to ?MIQ
?Mdi:ﬂitoﬁnuhnuninmoftu billete, and further
withhold from assignmcat to CIA the y
thom : superior afficers

wl]le
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Inforaal spotl chagk iudiicates that 4in mowe instances the
Ageacy has isilad to meet thee placement and treining responsie
bilities.

IVe COMSENT

The following, while repreeenting merely tontative cone
elusions, points the direstion of the study eurrently in procese
hy the 0ffice of Traininse

(1) 2 top=level Apemcy policy ir essential to rulde the
plaoercnt anc treinin of arei: ned active-duty -inury
rersonnol. 4 hihelevel moaiterin: is
insure that this policy %= implemented t.mghwt the
Apency.

{2) ippropriate Aveney elois sacul. be dssignated to
ve filled by military oculy or optional military-
¢lvilian, Active auty sllliary parsornel mhould
be assiined only 1a those slote unless =uacifie
exception ix suthorized by the irector of Fersomnsl,
Thess ~lots shoull et 2ll times tolal the same as
thg then current CIA srproved allewance of active-duty
military patsonnel,

(3) :ach of these slois shoul vear a job descripiion
that clearly Sustifies the amployment of an astive-
duty military officer anc will form the basir for
qualifications requested whon levy ie mde on the
military services for asei:ment of personnal,

Ve  BECO SNDATIONS

This tadb 12 included here becaume of Lts relevance to the
over-all problom of career corps in "IA. It describee, however,
8 dietinet and separate problen that may be resolved apart from
the developmetit of a Career Cerps Program for civilian Agency
eplayees., Purtinent recommendations will therefore be submitted
ssparately.

Approved For Release 2006/08/31 : CIA-RDP86B00269R000300100001-6




Approved For Release 2006/08/31 : CIA-RDP86B00269R000300100001-6 .

IMPLEMENTATION OF UNIVoASITY AND IRDUSTRIAL TRAINING
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8 4

IO LEMENTA OF GNIVER. ITY ANT INTUITRIAL TRAINING

Amymrmmamawummnm
Mnahmnhbyninﬂiuwanéimmtm.
The university centasts sstablished for the progren of recruit-

versities, xsunumpnq«mxgwum
thmwhnmcamwudmm

of the instrustien, lack of ocutside facilitiss, or security
mke it necezsary.

I. There will be little dirfieulity in srrenging for well
qualified persons te study wmder sxisting wiversity
progrems, provided that applisation is mads before the
progras 13 fillad. The need for early application is
partioularly great in the sefertific fields, where

laloratory spaes rigidly limits the number of students
who can be acespted,

1i. In certain flelds, particularly t ocse of scientific

intelligence and perhaps scms area studies, tailored
prograns aust be arrsnged with outstanding institutions,
oer within the Agency, prefersbly the former. The currie
sulun and emphasis must be arrenged with our needs inm
Mmmm&amwn,munmh
utbmdwmnmltwgm.mtutw
one soadenic year. Tpecisl summer sessions will meet
many of our nseds,

So that full use mey be made of the institution's
facilitiss and persernnel, and so that students will
regssive full benefit from contacts and diseuvssion, the
courses will be wnclassified, and open to ether than
Agenoy personmel. (The latter may be & source fer
recruitament.) Classified instruction will be earried
out within the Agenay.
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shenever nev programs aust be established, or existing
cnes modifisd, the Agenay will rendsr finamcial suppert
through contrasts.

IITI. Utilisation of imcustrial facilities for study snd training
will be partisularly useful te the Crfice of ‘elemtific
intelligenss, dut any alse serve the purposes of the Uffioce
of Lessarch and feperts. Negotiations with selscted firme
will be carried ont Shrough the Office of Training.

25X1
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TAB Q

CAREER BaNEFTIC AND SECURITY
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IAE <

CAREER BoaiSFIT  AMD “ROUVITY

Ie ‘i’his suruarises caresr incontive benmefits that Lhe Centrsl
intellizence Agancy say offer iits employees under genersl or
specific provisions of surreat lsrislation. egediremsnts
for implemsnting spesific action: are indteated.

li. The Leniral Inteliigence Agancy mey offer these benelits:
i, Astiom

Apply to appropriste CIi persornel time ané one-balf
service eredit against retirement Zor all service under
certain bardship or basardous conditions.

Sormant
. l. In effect, thie permits retirement at the age of S0
after 20 years of government service with Lhe same

retirement pay that would mormally acorus afier a

full 30 years' servioce. Ailso, for sagh rvear of

service bayend 20 years, the smployee would receive
an inereased amnuidy,.

2. To implament this agiion would require that the
Agenay consvmwate an agreemsnt with the Civil ‘ervice
Comnission authorixing te applicatien te hgengy oW~
pleyess, under broadly dalined gircumstances, lsgis-
lation currently applicabls to eertain psrsonnel of
the Federal Buresu of Investigatiam and the Tresasury
[epartment .

B, &ct;a:

Increass Lase salary for service invoiving uvnusual
hagard or bardship.
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Lomment

To vonferr to current sxtre~pay policies of the
Tepartment of lefense, these bass salary inecreases
would fall inte either of thece two catejories:

1. Increase of 508 of base salary (to a maximum of
£200 par four-week pay psriod) whils emgaged in
duty similar to that of arm=e .ervices persennsl
who receive extra m{ (aviation, sutmarine,
parachute jump, ete.).

2. Increase not to exseed 50: of base salary as warrented
z umsunl hardship or hasard in certaln other types
duty.

C. Action

Fay death gretuiiy of six mentis' base pay to
dependent: of Cli emplayses who dis in line eof “uty
while servin; abread.

Corment

The (eneral Counsel considers that, whils specific
lagisiative avthority would be desirable, the Tirecter
of Central Intellizence may autherise thase payments
under Public Law 110.

'e actien

Fay, withine-grads advances and gredse promotions for
persons sho are “detained” involuntaril:.

o~

Compmnt

1. (onfidential funds iegulations authorise these sctions
for persons pald from CLonfidential runds,

2. This avthority should be sxtendsd to cover employess
paid I'rom vouchersc funds,
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te Asticn

Apply the benefits of U, " . Laployees' Compsnsation
Aet to dapendants of enployees angaged in hasardous
doties whe are themselives exposec te hasard,

usneral Counsel considars Lhat spesgific lazislation
would Lie preferabls Tor such cases, but Lhat revertheless
the lirester could, under toe Lroad authority oontained
in "ublie law 110, spply thess berefits in speaifie
cases which he desms 3o warrunt,

. Agtios

Uxtend physieal Jisability henefites, conforming to
Vetoran's idministration ~tandards, te i.ency employees
foroed to retire because ¢f physical disavility suffered
while Agency smployees and not the result of own mige
conduds.,

Somment

Seneral Counssl congsidars that speclfic legislation
would be required to jmplement this action, but that
relative benafit: under the civilian and atlitary systems

should be carefully studlecd befeve recozneading legisla-
tion.

t A study by the Taek rcree, now under consiueration by
%ﬁim Eeview ‘omilttes, entitled “ii his, Privile es and
densfile of lovert imployees and A.ents® has been discursed
gensraliy witn a momoer ol the Task oree and it ix nelievad
that the pertinent pelicies recommended in the iask :cree
paper are conrlstent with the benelile covered under this
Tab,
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TLAE R

QRADDATS TRALING
CIA INTELLIQENCE SCHOOL
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TAZ B

QHAIVATE THAINIRO
UIA INTELLIGEYCE TCWMLL

This treining is for the Ceneralist whe may becoss an
Assistant Tirecter of & Teputy, or for am existing Assistant
Pivector or Teputy.

The purpo®e of the progrem will be that of studying, on
& Joint besis, intelligemes doctrine, methodelegy and new
dregtions that imtelligence work wust take,

“pecific intelligence probloms mey dbe studied sxhaustively
in the Uraduste "chool Ly selseted graduates of the Ratiomal
war College, members of the Itate Dopartment, other imtelll-
gonos agencies, an? the Centrel Intelligemse Agengy.
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APPRAISAL FORM
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AA:I'_D oN AT v AL EoRM
X7y N S Y Y S T T
| —_——— e . . . e ) -
- QFFiICR . P oiiD ©F PrroE
FTROM Vo
) D SPRCIAL

CT $REY N uas

' I:l BRASEIGMNMENT

_.%!L'_'__!s_ e
TS JINtE LASTY REFPORT

WS DUTY CHANGKD SINCE LAST REPoR ™ - |1 wxs ‘Et No ’
m:m OTNRA EFYPRAIENILES COMPLLTAN T T T T

“REDFICIENTIES TR LANGUAGR S

Eusu:- ‘uvauhz’

)

SOUCTEEUING SESTI0WS DAME OF SUPERVISOIZ, DFFICIAL STATUS TO SUMGRDINATE.
__FILLED BY SUPERVISOR
- e (chﬂono) T - o T ) .
- lMP&oY!! QUALJ"II.D FOoR | EFINFTEL Y NOT PREFER NOT
wm HIM TO HAVE iiM? RBE SATISFIED BE PLEASED PARTICULARLY
[« (UNRA'ﬂﬁFA(‘l‘ORY) (L"I‘XAT]\P.M FORY )Y TO HAVE HHIM?Y T HA\) IIIM‘ X DERIRE MV

T DUTIES )
RERDSONAL QUALLFICATIONS - SENERAL Last only outsundmg quelifications either lbovo or below average.

STRONGEST SINGLE QUALIFICATION MOST NOTICEABLE WEAKNESS

9
r
T ol TTUTRTTRE . T o g ~med r—— - -
iConsidoring AN oheors u m g-"m“m' (Chosk one) g wi enE 1 a0 | ihew many Ofoors are inohuded in the
UND U RE % 30 WER F O l g ol .lo‘
1 Abllitien  Are Known - Yu Persenally,| CIRCUMBTANCES?Y m BE D A mf WERE 1o 'BE% % D'I'OR o 'l.: 70 OVER
You Promote Him: { Unaatisfactory) PROMO’!’FD' lR()\lO’I‘E’DY D PROMOTED ! )"ll())‘O'I'L'D' 1 LERS ) D_ bl

Would
TPOTEMNTIA L.  What is the next step shead For this individual snd does he have futher potential beyond next step? If so, outline

[0 Pronoranie uror (OMPLETION ACTV L. BELOW

1 tMeEoiaTeELYy PROoMoTARLE
_ _ACTION nmvggu Fom : ﬂ—‘h-_nm|n~1z. Hrromore

(Rccommond action for improvement such as Tummg, Change of attltud.,

Change in pay, Encouragement, otc.)

C]_onsarimracrony :

Chosk one — P
of thesa hx_og I _CONSIDER THIS REPORT TO RE D BATISFACTORY
p— e
NanED q SHANED !
”
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To: SUPERVISORS

To eliminate lack of objectivity and "halo effect"
supervisors are instruoted to appraise the individual
under the following proseedure:

FIRST - Identify the individual in one of the
following job families: OPERATIONAL; ANALYTICAL-RESEARCH;
ADMINISTRATIVE; or TECHNICAL,

SECOND - Appraise the individual against the specific
job criteria of his basie family,

THIRD - Appraise the individual against the ADDITIVE
oriteria necessary at higher levels of competence and
responsibility,

: In identifying the individual in a job family, the
individual's FUNCTION is the determinate factor, not his
Office ur Division,

Having identified the irdividual in a SINGLE job
family, the individual's abilities or "potertinlity" for
greater breadth of service and higher responsibility. are to
be appraised against the ALDITIVE criterisa,
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k ORPERATIONA L.

| , - This job family is grounded in aotion; orgamising it, planning
* ' 1it, getting it dome. As aotion is played with and against .
people, thess characteristios identify this type: an ability
to meet with, live with and get the most out of people; .and to
oreate enthusiasms, pride in mission and sense of mattering.
Area and subjeot are important but as handmaidens of aotion,
1.0,, knowledge that diotates feasibility or reveals wulner-
ability, In the exoeptionable individual there may be large

analytioal and research abilities, but the prototype iz the
oxtrovert and nn-of-uotion

2(00. FACH FACTOR OBSERVED CHECK THE APPROPRIATE BOX TG INDICATE HOW T|

4 PLANNING |
4 ORGANIZING ~ |
THEJOR

| n
- ' D8 Mg
ABILITY WITH | 2\::541?-:3%.-3?.) ol
PEOPLE ¢ ‘ b lob Cria

TEAMPLAY

. RNOWLEDGE aF
AREA ORSVARJIECT

) ; P
¢ 5 TACT §
' DISCRETION

ot : ‘ REPORTORIAL
, rr ‘ , ABdlLITY-VERBAL

< e

o
g
i

WRITTEN

j . _SENSE OoF
- RELATIVE
, ITMPORTANCE

’ . ' NON- GULLIBILITY |

i EVASION
DECEIT

.,ADJ’USTMENT
TO TRYJNGHOUQS
__4conDiTions |

i NOTE °> INDICATE RATING RY A COORPDINATE PoINT Lowenr, LiNE_,
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A WHOSE. PrgyiIAR : : TE HOW THE OFFICER COMIARES WITH ALL OTHERS OF THE SAME CLASKIFI(A-
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.- 20 , 40 PERCENT, 20 , i [] 1 10ENTIFY THIS EMPLOYEE AS OPERATIONAL
T e ;L.‘___ ——— e e e e . I - [ B T P
8 : GETTING ,
1 i THE JOB DONE. |

5 ﬂ " REMARKS ‘ -
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!
]
!
¢
i
)
f



Approved Eor Release 2006/08/31 : CIA-RDP86B00269R000300100001-6
PP fg* 66{? IVE JOo» QUALIFICAT [

‘No individual comes by these qualifications easily or lightly,
Yot in whole or in part, they are required for higher echelon
.work in this Agenoy. As only the exceptional individual could

thopes to rate highly in this section, appraisal will be carefully
|sorutinized for "halo effect”,

Tiow TACH FACTOR OBSERVED CHRCK THE APPROPRIATE BOX TO INDICATE HOW THE OFFICER COMPARES WITH ALI OTHKRS OF THE BAME cLassirica”
10N OOr RO RSRIONAL ABILITTES ARE KNOWN T0 YOU PERSONALLY. DO NOT LIMIT THIS COMPAINSON ONIT T Tim bpsens SEASAIELL
YOUR COMMAND. DO NOT HESITATE 0 MARK 'NOY OBRERVED" ON ANY QUALITY WHEN APPROPRIATE,

[N,

- 20 ,4Q PERCENT, 20 — SHECK HERE IF ARFRAISAL 1S INTENDE B T 0

- MELATE TOALATEN BLLITY O " POTENTIAL™

TINTELLIGENCE
;d INSIGHT

ACUME N
- A . —

ABILITY

TO CREATE. THE- ;
'H\C’Po!:ﬂEsns Thus Shace Caryims

" DISCIPLINED C\V\\th‘cuk-wn o/
MIND § ORDERLY lese

1 4 . m‘NNN,(? /)Jo‘b q\)oin/lcal,neus.
. ARVLITY /
TO SUSPEND r
TUDC‘-EMEV._N}T i
' CTOOPERATES
- WITH
ASSOTIATES

Mt n
low

SURSTANTIVE.

N SENSE OF
_ PERIPHERAL S
DIRECT TIE-INS

"MoOVEs FREELY
$EFFECTIVELY WiTH

EQUALS § SUPERIORS

- P . —— e e -———— .

LIAISON

O ABIWLITY
TO SUPERNVISE
TABLIYY TO
T HANODLE
é INSPIRE.

NS

TTO DEVELOFP
.SUBORDINATES

" EXECUTIVE

PoLiCy
HiGH LEVEL

TENACITY

SENSE OF
PERSONAL
. (GOAL
- — }..,%,_

ADAPTABRILITY
PHYSICAL
- ENERGY

. SELF
DISCIPLINE,

PERSONAL
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Fages 1, 2, and i of the preceeding

E fors (OPERATIONAL) woulc be combined
| with each of the following three
| forme to make up = complete appralsal
‘ blaak ior thesc jor fanilies:
ANALYTICAL=RES -ARCH, ADMIAYSTHATIVE

j and T A4KICAL,
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ANALY TICAL - RESEARCH ;

x. This job family is grounded in study; reading, soamming end ,
integration, Area and subjeot are of commanding importance

with aotion a seocond remove, There is required am abeerbed

interest in new factual minutia and new relatioms between

faocts; a "feol" for analysis (the examination of component

parts separately and in relation to the whole) and for

research (the revision of accepted oomolusiens in the light

of newly discoversd faocts). In the exoeptional individual

there may be operational abilities, but the prototype is the

professional or speocialist,

ﬂ | | CJ Y 'OENTIFY THIS EMPLOYEE - ANALYTICAL RESEARCH
r

 KNOWLEDGE OF
AREA OR SUBJECT

,, TOBRSERVATION
, SENSE OF RELATIVLE
. o _ IMPORTANCE

1 RESISTANCE TO
D © TEDIUM
[

SENSEQF AYENUER
OF ATTACK

. ANALYTICAL §
RESEARCH ABILITY

~ . READING
' ' COMPREHENSIONY .
"GUTTING A BOopk=

ABILITY W DIGEST
' REWRITE

SENSE OF BEARING
, . OF NEXT DESK'S

; L | ~ SPECIALTY

| A

. MEETING
DEADLINES

"REMARKS
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 ADMINISTRATIVE

|
!
| .
r This job family is grounded in good "housekeeping" i.s.,
i, knowledge and sane ocontrol of proocsedures coupled with an
" .ability to keep an organization moving freely and smoothly,
Inowledge of intelligence techniques is helpful but the
requirement is for a generalised knowledge rather than for
& specialized understanding, . In the exceptional individual
; there may be a flair for generation of the idea, btut the
: prototype has a native resistance to (rather than thrill in)
L the new idea coupled with a large faoility in piecking the
! flaw and in saying, no, .

‘ ] 1 TDENTIFY THIS EMDLOYEE « ADMINISTRAT | /F
| T T T i e -

| | ' KNOWLEDGE OF
' ; : ! PROCEEDURES

PAINSTAKING

VVVVV BUTTONS
, TTHINGS ur

FORSEES § MEETS
LINES OF
OPPOSITION

| ? : ; "PROPER INTEREST |
; | f ? : ~IN ALL PHASE S !
: 4 : : ‘ OF GROUP'S WORK,

"MEEBTS SUPPORT |
.. DEMANDS

.
\

ABILITY
TO Pick FLAWS
4 SAY NoO

SR S

REMARKS
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i ' TECHNICAL

This job family is grounded in teohniocal knowledge of the

speoialty and the broad field of the specialty, Area and

1 i language are handmaidens. The prototype is the techniocimn,
the linguist, the engineer and the solentist,

[J I 'DENTIFY THIS EMPLOYEE - TRCHNICAL

‘ KNOWLEDOGE.
F OF SPECIALTY

KNOWLEDGE
| OF THE BROAD FIEL

KNOWLE DGE
OF AREA

" SENSE OF
PERIPHERAL.
—— OPEQAT\ONS

| ADIJUSTMENT

i TO TRYING HOURS
‘ l , : fCOND\TtONS_”

|

|

{

-

DISCRETION |

] | REMARKS ‘
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